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FOREWORD

The CIVILTAN PLRSONNEDL RESVARCH Taskh of the U, S, Army Personneld
Rescarch Offiee seecks to achieve for the Armv a4 hetter anderstanding of
tactors fmportant to smooth workiug civili{an persomnel operation and to

more coffective milttary cfvilian team operation,

Dut {ng FY 1964 aund 1964, vesearch was conductoed uwinder contract on
selected aspects ot civilian personnel management: the {mpact of the
civilian exccutive on the nature ot the posftion he occupies, motivation
factora for civilian rescareh and development personnel, and local factows
which attect selection of t{rst Hine superviseors,  As a next avea ot study,
contract efforts werte extended to studles ot communicatfons medta and con

tent as applicd to ctvilian personne! management

A contract was negotiated with the Amevican tustitutes tor Reseatch
to conduct a preliminary study of problems o wiltten communteations,  The
present Rescearch Memorvandum pives a detailed account of foterviews with
hev cfvilian petsonnel tatt members at selected installations concerntng
wnderstanding of and 1eapouse to specttfe communteat tons from Department
of the Avmyv Clvilan Personnel headguatters. Two expetiment s {n which cen
tain charactevistics ot the comunteations problem were quant {tled are also

reported.
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SUMMARY

This publicat{on desceribes procedures used in a study ot communication
ctfectiveness,  The studv involved communications trom the Avmv Oftice ot
Civilian Persenmnel to its operating personnel oftices. 1o the inttial
prhase of the profect four specitic communications were studted, These
messapes concerned the trainfong of execut fves amd managers, the e loveent
of vouths for summer fobs, the tevistration of certafin civilian erplovees
in cateer programs, and the preparvation of a written teport concerning cet
tain perseonnel programs. Visits were made to twenty operatineg otftves and
te eleven tield ottices and command headgquarters to obtatn {ntormmation con
cerndune the actions taken and the preblems atisine with these specttic com
mnteations.  The {ustallations vis{ted were selected to be tepresentative
o Avmy persennel ottices withio the continental United States. The vardety
ot problems wncovered duringe this case study phase of the profect should

foctude the fmportant kinds ot communicattons problems within this =ettine,

T was tound that {n eeneral the messages were andevstood by the opet
atine oftice statts,  However, variation wvas tound {n the tesponses sade o
these communicat fons, The tactors tatlucncine these varfations are otean
tred and discussed under the tollovine siy catecories:  the fesortance of
the cormand ot t{ces and commandine ot ticer, the communtcation chaunels | the
WALl ot the Civiltan Personnel Ot ticer and it statt, the lTocal cenditions
in the commufty, the personnel preeram evaluatfon svstes, and the hnowledee
ot futluences attecting policy pencrating ottices, 1t e concluded that
the mator problems arve asseociated not se ouch with the local ottice corttect Iy
futerpretine the content of a4 messane, but vather with the optival wav ot

Aadministering Mimv policy within the Tocal tnstallation contest. k
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In the second phase of the project two experiments were conducted.
Fdited sections of narrative reports from ten installations and six
sub commands were rated by key headquarters staff members. The ratings
concerned the responsiveness of the report to the questions asked by
headquarters, the usefulness of the reported {nformation for command
and headquarters staff, and the excellence of the administration of
the local program as fudped from the written report. The Intformation
contained {n these ratings raises some questions as to the usefulness

of these narrvative reports to the headquarters staff.

The second experiment concerned a comparison of two procedures of
obtaining nominations for a training course from the installation per-
sounel offi{ces. The characteristics of those nominated under one pro-
cedure were compared with the characteristics of those nominated using
a revised svstem. The chanpe in procedure did not produce marked changpes

in the characteristics of the individuals nominated.

Recommendations for improvinp the cffectiveness of communications
within the Office of Civilian Personnel include several general suppestions
as well as some areas for continued resecarch. Tt appears to he unnecessary
for the headquarters office to expend additional efforts in improving and
editing messapces sent to the field. These communications seem to convev
the information to the recipient. However, it {s suppested that additional
backpround information concerning conditfons at headquarters and in the the
field are required bv both policv-directing and policv-using personnel men.
An increase in both face-to-face exchanpes and informal written communica-

tions scems appropriate.

Some areas for additlonal research are suppested. These studies should
focus upon the development of criteria of communication effectivencss and

alternate communication techniques,




INTRODUCTTON

Effective communication of pelicv {nformation between a headquarters
and remote installations is a source of concern amonp all complex organi-

zations, The civilian personnel program of the U, S. Army {s no exception.

Staff members of the Office of Civilian Personnel feel that the written
communications which thev prepare for thefr operating personnel offices

H do not consistently produce the desired respense or implementation of

the messape at the fnstallation level. The project described {n this
report was directed towvard investipating the general communication
problems of the Office of Civilian Personnel in order to define arcas

in which additional experimental attacks could produce general principles
of communication which {n turn could improve the effectiveness of the

communication network.

An effective communication network s difficult to attain since {ts
success {s determined by such a laree number of factors. These factors
can {nclude such things as the goals of the originator of the messape,
the message content and wording, the transmission channels of the mes-
saye, the soals and attitudes of the recipient, and the resvonses made
by the recipient, Uffective communication for the Arey civilian personnceld
rrocrarm {s concerned with assuring that the poals of the seaderv will have

| a hieh probability of beine achicved at the {nstallation level., Other
researchers dealine with covrunfcation effectiveness have supyested that

the characteristics of the sender and the recipient of a ressace can

-—

introduce barriers that decrvease the probability of an optirmal response.

Some of these critical differences are listed below:

1. Differences {n the orpanicational coals, structure, and manayge-
ment stvle.
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2. Differences in the personal goals and characteristics of the
individuals in the communication network,.

3. Differences in the involvement of the parties in the network
with the problems considered {n the message.

4. The complexity of the channels through which the communication
is sent.

From these kinds of statements that classify barriers to effective
communication, cne would predict, for example, that communicatfcons dealtng
with programs that are popular with field installations would be more
effectively communicated than would a messape concerning an unpopular
program. Or, in the Armv civilfan personnel setting, one would predict
that a policy statement orfipginating at the Civil Service Commission level
would be more difficult to transmit through channels teo the {leld than a
similar policy originating at a sub command office. Although these state-
ments and examples may at first appear to be relativelv trivial, the wavs
in which the poals and fnvolvement of the {ndividuals at the ends of the
communication chain can be manipulated so that optimal effectiveness is
achfeved is a basic rescarch problem. Identifving the leocus of current

communications problems is the first step in such a propram.

This studv {s an initial step In focusing attention on the specific
communications problems that appear to be amenable to rescarch treatment
and remedial actions. Therefore, a sample of messapes sent to instal-
lations was selected for inteusive studv at a sample of installatfons.
The responses of these installations and the responses anticipated by
the sender of the messages were studled., Variations in the {nstallation
responses are described. Several of the {mplications ot these varfations
led to tentative recommendations concerning wavs in which communicatfon
effectiveness might be increased. The evaluation of some of the recom-
mendatfons throuph experimental attacks on these problems is consldered
to be the {mportant next step in fmprovement of the communication svstem.

Two small experiments were conducted during the project to {llustrate the

feasibility of these methods In studvinpg commmications problems,
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METHODS AND PROCIDURD S

'his studv was conducted in two phases. In the tirst phase visits
were made to operatine personnel offices and cormmand personnel offices
to obtain intormation about a varietv of communications problems. The
purpose of the visits was to attempt to define the areas in which re-
search results could potentially be most useful to the Armv civilian
personnel program.  In order to limit the areas of studv te reasonably
manageable proportiouns, {t was asresd that the emphasis of the studvy at
field locations weuld concern communications from the Ot fice of Civilian

Personnel (OCP) to the f{nstallations.

The second phase ot the project fnvolved two small experimental
studies to demonstrate the teasibility of these research metheds in
measuring variations in cormunications and differential responsces to
directives. The experiments used communications that were sent to the

field and responses obtained from the field during the time of the con- 3

tract.

Communications Case Studies

A representative sample of {nstallatiecns was visited durine the
first eisght months of the project. Visits were made to twenty operating
civilian personnel offices; each visit reaquired approximately two work-
ing davs. A tvpical sequence of events at an installation bevan with
an fanftial fanterview with the Civilian Yersonnel Officer. This dis-
cussion {nvoived a general description of the profect and the Kinds of
information desired. [t also included some specitic discussion of the
installation, its mission, the size of the civilian personnel staff,

the size of the work force serviced, its rvelationship to headquarters,

etc. A schedule for working with the personnel statt to minimize




interference with their onpofng activities was planned. Then interviews
were held with {ndividuals or small work groups within the personnel

office concerning four written communications.

Eleven staff personnel offices were also visited bv the project
staff. This number includes three Fleld Offices of the Offfce of Civilian
Personnel. At these offices one to four hours were spent {n discussing
the actions of the staff office and attitudes of staff members toward

their role in the communication network.

Sample of Installations. The sample of operatine personnel offices

was selected to be representative of a number of varifables. These twentv
offices varied in size, mission, geopraphical region, distance from thelr
headquarters, and complexitv of the commands represented in the personnel
services. Table 1 lists the offices visited, the major command and the
mission of the installation, and the approximate number of civilian per-
sonnel serviced. Table 2 lists the staff and fleld offices visited.

This list includes a number of sub command headquarters, major command
headquarters, and field offices of the Office of Civilian Personnel,
Department of Army. When these offices were selected, port facilities
and procurement districts were beinp phased out of the jurisdiction of
OCP; therefore, they were not included in the population from which the
sample was drawn. This sample is recasonably representative of Army
operating civilian personnel offices within the continental United States
and provides a sufficient variety of installations so that a reasonably
complete listing of the important communication problems of concern to

the Office of Civilian Personnel could be obtained.

Sample of Communications. Four communications were selected for de-

tailed description of problems and actions taken at each of the operating
civilian personnel offices. The criteria used in the selection of mes-
sages for this portion of the project were: (1) specific action was
required of the operating Civilian Personnel Office; (2) at least one
specific written response was required; (3) the messape was a relatively
recent communication; and (4) various content areas were sampled so that
at each installation several members of the personnel staff would be in-

volved in the study. The selected messages and the tvpe of questions




TABLE 1

Operating Civilian Personnel Offices Visited

Operating Personnel Office

Army Tank Automotive Center
Atlanta Army Depot

Fort Benjamin Harrison

Fort Benning

Fort Carson

Fort Devens

Fort Lee

Fort MacArthur

Fort Sam Houston

GCranite City Army Depot
Jefferson Proving Ground
Nashville Engineering District
New York Engineering District
Presidio

Rock Island Arsenal

Sierra Army Depot

Valley Forge General Hospital
Watervliet Arsenal

Waterways Experiment Station

Yuma Proving Ground

Region
Midwestern
Southern
Midwestern
Southern
Western
Eastern
Southern
Western
Southern
Midwestern
Midwestern
Southern
Fastern
Western
Midwestern
Western
Eastern
FEastern
Southern

Western

Major Command/
Mission

AMC/Manufacturing
AMC/Supply
Audit/Finance
CONARC/Troops
CONARC/Troops
CONARC/Troops
CONARC/School
CONARC/Troops
CONARC/Troops
AMC/Supply
AMC/Test
CofE/Civil Works
CofE/Civil Works
CONARC/Troops
AMC/Manufacturing
AMC/Supply
MC/Hospital
AMC/Manufacturing
CofE/Civil Works

AMC/Test

Approximate

Size
6000
3000
6000
3300
1670
1880
2500
1060
3000
1300

475
1020

900
3500
4700
1000

520
2800
1250

710

T G A S e B Skl - -
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Headquarters and Field Off{cen Vis{ted

Headquarters
AMC Headquarters
Corps of Fupineers
Fourth Armv Headquarters

Lower Miss{ssippl Vallev Fuginecrt
Dvisfon

Mobi litvy Command Headguarters
North Atlantic Fapgineer DMvision
Sixth Armv lHeadquatrters

Weapons Command Headquarters

Fleld Oftices
Chicago Fleld Ot {ce
Nallas Field Office

San Francisco Fleld Ot f{ce

]

Reglon
Fasten
Vantetn

Southern

Southern
Mldwesteon
Fastetn
Weatern

Midwesteomn

Reglon
Mldwestemn
Southern

Westoern
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posed by the project statt in obtatning these case studv data ave dis-

cussed in the tollowing pavagtaphs,

Youth Opportunity Campaipn,  The relatively Laree sumber of
communtcations concetned with the Yooth Opportuntty Miognam
was discussed with the personnel specialist coordinating this
program. Special emphasis was placed on the problems fnvolved
in the {nttiation of the propgram.  The personnel statt wvas
asked to describe what actions were taken when the TRX of N6
Mav authorizing the program was recedved; what was done {n
response to the traftntng vequest {ncluded tan the ved hovder
letter dated 12 July 1965%; and how the Prestdential letter was
distributed to the trafnees at the end of the program.  The
project statf{ also asked the {adivtduals to descrtbe what dif-
toerences they would (nstf{tute {u this program i they were

admtolstering 10 agaln next veav,

Clivil{an Persounel Civeular 7. Parapraph Voot ¢PC 7 describes
several addit{fonal mandatovy veporting requirements fov the

W June 1909 narvative quavterly veport,  The persounel special-
fats {uvolved {u preparving these sections of the gquarterly narv-
rative report were asked to describe what was done to tespond
appropriately to these vequivements,  In addition, the profect
statt read a copy of this section ot the persomnel narvative
report at cach fnstallation.  S{ace these discusstons usually
elfcited tew problems o comments, a mote penctal discussion
of the quarterly report tunctfon, both navvat{ve and statietd-
cal, was encouraged.  Some ot the preblems ot teedback of per
sonnel intormat{ion to emplovees, manapers, and commanders at

the fostallatfon were frequently o part of these discusstons,

Bepartment of Army Pamphlet 090-700 Tratning and Development of
Executfves and Manapers (May 1904),  Two communfcat tons concerned
with the exccutive tratntng Pamphlet 090 00 were discussed with

the tratning statt:  a letter dated 4 September 19046 concerned

with Executive Development and pavapvaph e of Part 1 of the



"Nartative Report of Command Trafoning and Development rogram,”

of the "Amual Report of Tratulug Regquired by Covernment ¥m-
plovees Tratuing Act,” 7 June 1965, The trainlng specialist
was asked when he recetved the documents, the kinds of problems
encouteted {n relation to these messapes, the kind of discrd -
bution that was attorded the material, and how the receipt of
this matevtal attected the trafning program,.  Since the annual
report of training requested a specttic parapraph in the anav-
rative report concernfung the utilization of the pamphlet {n
the tratning program, the project staff member ashed to rvead
the appropriate paragraph of the report submitted by the local

fustallat{ion,

4. UPR (P11, Cateer Management Basic Policles and Requirements,
The fndividual {0 charpge of ve tepf{stiation of cateer emplovees
was ashed about problems {nvolved 1o the ve repistratfon pe

gram.  The number of messzapes assoclated with this procedure

and the intricacies of the propram testiicted the profect

staftt {n pursoatae thic tople In as much detail as wan done in
the thyee previously Histed decuments. At bases taperting to
the Armv Materiel Command the requitements (ot reepfstration

in the AMC Talent BRank created problems that weve almont {n
separable trom the problems encountercd with the career rve
tepfstration. Theretore, some of the problems discwied dn
volved questions divected toward the Falent Rank as well as the

carcer ve reelstiation progtam,

Collection of Incfdents. At cach foustallation the clivilian pevgonnel
staff members were asked to supply any specitic incidents of problems
with the communfcations sent faom the dftfce of Uiviltan Yervonnel to
thedr offfce. Althouph a few of these incidents concerned docoment
initiated at suab conmands and mater comands ot with Instractions added
by endorsement of the command statf, the main tocus of the pmroject statt

was on written ot verbal communfcation tyom DCSPER to the {ostallagion,

B EA RS




The Experimental Procedures

Two experiments wvere conducted during the final months of the
projfect. tne fnvolved the vating by OCP staft members ot a portion of
a quarterly nartative rteport submitted by selected tnstallations.  The
other concerned the characteristics of the fndividuals nominated tor
training in two personnel courses.,

Quarterly Narrative Ratings. The gquarterly narvative veport is
submitted by fustatlations to thelr sub commands to describe proprams
and actions taken during the quarter. Certatln parvagrvaphs of this re-
port respond to specific mandatory requivements specitied by dirvectives
of the Office of Civilian Persoanel.  Sub command personnel staff mem-
bers consolidate the fustallation veports and sobmit their summary either
directly to OCP or to the mator command for additional consolidation.
These summarv repotrts provide one source of {ntormation to headgquarters

concerning actions aud problems {n the tield.

One mandatory reporting vequivement tor the nartative coverfng the
quarter ending 11 Decembey 1905 concetned the ve reststration of civilian
emplovees in the Fapineers and Sctfentists Cateer Propram,. The specitic
request contafned In the ved border letter dated 15 November 1005 is

quoted helow:

b, Carcer Management.  Commands will report on the executfon
of CPR 95018, Armv Civilian Carcer Program tor Pagineers
and Scientists, as foljows:

(1) Method (e.pe., classroom, {ndividual, ete.) and extent
of program orientation given supervisors and ewmplovees,
10 100 per cent of these emplovees and supervisors
have not been orfented, state plans and time schedute
for completion of the ovientation propram,

() Speeltic and complete explanat{on coverine anv {in-
stance of fncomplete regfstration of all eneincers
and sctentists as of the end of the quarter.

(Y 1 dnftial appraisal (DA Form 2300 0) has not been
submitted tor all englueers and sctentists by the
end of the quarter, an analvels ot the problems en-
countered In obtalulog appratsals, and a statement
of plans and a time sehedule tor completing appratsals,

(Y  Statewment of dift{cultics encountered In admintstevinge
the carcer program and/ov any problems of (nterpretation
of the repgulation,
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The parvavraphs submitted trom ten fastalbatfons in tesponse to this
roequirement and six consolidated reports of sub conmands were edited to
delete fdentifving information. In the editing of the sub comand re-
ports, ft was sometimes necessary to change g phrase o that descrdption
of a varfation in handling the provram by dpstallattons within the oript-
nal summary was restated to attribute these vartatfons to dvis{ons of
an {astallation. Then these sixteen paraprvaphs were piven to nine staff
members of OCP for thedr independent vating ot the content of these rve-
spouses.  The alne OCP raters werve the action ofticers of the Caveer

Management Branch and the statt ot the Personnel Fealuation Division.

These OCEP staff members weve asked to yate these partactaphs by ve
sponding to four questions concerning: (1Y the rtesponsivencss ot the
report to the request; (7)) the usetulness of the tntortmatton (o OCE head-
quarters; (3) the usefulness of the information to sub command head
quarters: and (4) an estimate of the overall excellence of the admints
tration of this carcer program at the fustallation.,  (The specitic
questions and alternatives are included 10 Results ot Fxperimeatal treoe
cedures.)  Although these questions mav not exzhaust the possfble uses
of these narrative reports, the studv was destoned to favestipate the
possibilitics of using these Kinds of written teports in other experd:

mental studles of communication cttectiveness,

Personnel Specialist Yvatning Nemtoatfons, The second esperimental
device wsed in the project concerned nomtuattons tor the Reciultment and
Placement (RaPY and Perzonnel Management Assistance (MAY personned
spectalist courses trom nine larpe fnstallations.  Several chanees were
made {n the nominating procedures tor FY 67 this evpertment was de

sipned to compare the ettects of these chauees in procedure.,

The fnventory of trainioe needs tor PY o6 {n the Civilian Petson
nel Administratton Caveer Field was initiated by oo letter dated Mareh 196%
from DUSTER throuph channels to Civilian Persommel Mticers. The letter
fuvited nomtuations to be sent by a9 Mav 1965 to the Vield Ottt fees tor

the R&T course and to the DESPFR Trainineg and Development DMivision tor




the PMA (revised) course. Priorities for accepting nominees in the

courses were also listed.

The FY 07 nominatious were stmilarly fovited by a letter dated
February 14906, The changes in procedures and requirenments initiated
by this letter include: (1) the survev was to be conducted earlier
fn the vear: (&) the n winatfions were to be submitted to and reviewed
by the sub command personnel staff; and (3) the training of certain
key operating personnel staff members was to be mandatorv, and time

deadlines for this training were established.

Certain informal pressure was also exerted by the DCSPER staff
to Insure that each operating office would conduct a survey of trafning
needs within the office and would make budgetarv provisions and realistic

estimates of training required.

Lists of the individuals In the {nitfial nomination list of FY 606
for the R&I and PMA courses were collected from the Office of Civilian
Personnel Fleld Offices. A comparable list of nominces for these two
courses for FY o7 vas obtained for the same fnstallations from the
various sub command headquarters.  The {nstallation personnel ottices
used for this experviment were:

Fort Dix, New Jerscev

Letterhenny Army Depot, Pennsvivania

Aberdeen Proving Cround, Moarviond

Fort Belveir, Virpinia

Redstone Arsenal, Alabama

White Sands Missile Ranpe, New Mexico

Fort Benjamian Harrison, Indfana

Tooele Army Depot, Ltah
Presfdio of San Francisco, Calitornia

After the list of {ndividuals nominated for traintug for the two
fiscal vears was obtained, the project staff collected backpround infor-
mation from the carcer files. The study involved a comparison of the
characteristics of the {ndividuals nominated for these courses for FY 606

and FY o7,
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RESULTS OF THE COMMUNTCATION CASE STUDIEFS

This chapter {s a desceription of the basic data collected {n the
case study of the four selected communications.  The basic data are dis-
cussed with mintmum {nterpretive comment.  The implications of these
data for communication policy of the Armv Oftice ot Civillan Personnel

are described in subsequent chapters.

Youth Upportunity Campaign

The most popular program that was discussed {n detall with the
civilian personnel staft was the Youth Opportunity Campaten (YOO). Al
most all offlices veported an extremely successtul program with these
voungsters.,  The communications that were sent to desceribe and authorize
the program, however, were not the focus of such universal accelatm,  One
obvious objection expressed by members of each civilian personnel statff

concerned the lack of advance notice. Althourh a few of the cfvilian

personnel officers had received a dav or so advance notice ot this pro-
cram befare the authorization teletvpe arvived, most ot them indicated
that {t was rumor or that thev had guessed that such a progvam wvas pend-
fnp from newspaper artfcles.  The personnel staft at several sub cormands
gave informal advance notice to some clvilian persoanel ofticers,  This

relatively "short fuse” propram required almost {nstantancous action
from the Civilian Personnel Office to obtafn {ntormattion about jobs
that could be filled by traineces and the avatlab{l{ity ot monev tor

these jobs,

At essent{ally all the {fnstallatfons visited, a cencral statt meet-
ing was held at which diviston heads were asked to estimate thelr par-
ticular requirements for tratnees. The State Fmplovment Service was
then asked tf thev had recetved from the Civil Service Commission in-

formatfon concerning criteria for selection of trainees, The program
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tor obtaining applicants for the positions usually included use of news-
paper, radio, and television publicity. At a few {nstallations schools
were in session i{n early June when the program was {nstituted; at others
the high school students had already completed the school year and could
not be contacted through this source. The State Emplovment Service was
the principal source of referrals for the program at essentially all in-
stallations contacted. None of these {nstallatfons encountered major
difficulties in obtaining applicants for these jobs. A few in the remote
areas had minor problems with transportation to the base for the YOC's
and with acceptance by employees of the application of the nepotism rule

in this program.

After the i{nitfal recruiting effort, the processing of the YOC's
was done either at the employment service office or at the base personnel
office. One office questioned the processing procedures since higher
headquarters had not specified job titles for these employees; however,
this office found that a mnefghboring installation was using the title

"trainee,”" which they then adopted. Most of the civilian personnel
officers did not consider this a problem. Traineces' past experience

and training, {f any, was used in the basic processing and assipning

of individuals to work groups. Girls tended to be assigned to clerfical
jobs, and the older and huskier boys to outside work., College students,
{ncluded in a few of the programs, tended to be assigned to more techni-

cal office positions.

The orifentation program was usuallv a jeint effort of the personnel
office, the commanding officer, and the subgroup to which the voungster
was assigned. At some installations this orientation was done with con-
siderable cecremony and fanfare: at others it was Informal and presumably

handled by the supervisor on an {ndividual basis.

When authority was granted for increasing the number of YOC's bevond
the {nftial one per cent goal, most of the personnel officers were de-~
1{phted. They had been asked by varlous supervisors if more trainees
could be assigned to their sections. The screening procedures and

orientation programs for the trainees hired in the "second wave" tended
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to be more carefully planmed and executed. Hirtng was done throughout
the summer to replace those who quit for various reasons. Very few
disciplinary actions forced voungpsters out of the program, althouph
some were released because of poor attendance. Others quit to take
a vacation with their pareats, ta go ocut tor the scheol football team,

etc.

The document dated 12 July 1965 concerning training of YOC's was
recelved too late for specific planned action. Of the twenty installa-
tions visited, four iIndicated that thev had alreadv instituted such a
program, and six saild that thev did not remember receiving the communi-
cation. The other ten did not use the {nformation directlv; however,
ifn the report, "Training for Youth Opportunity Campalgn,” thev empha-

sized the role of the supervisor in instructing trainees.

The President's letter was received on time for distribution at
the termination ceremonv at 18 of the 20 installations. Youths that
terminated carlier were mailed this letter.  Several Commanding Officers
had alreadv prepared a letter for distribution to the YOU's at the
ceremony before it was hnown that one would be received with the

Prestident's sipnature.

verall, this propram was considered verv successful by the cri-
teria applied at the local level. Some of the kev dif{ferences in ap-
plving the program to local conditions are described {n the following

paragraphs.

1. Number birved in the propram.  Table 3 shows the distvibution of
the percentage of the civilian work force hived as trafnees
for the M0 installations. The per cent of the total civilian
work force ranged from 11.3 per cent to 0.7 per cent,  The
fustallations at the middle and lover levels of these percent-~
ages emphasized the following Kinds of problems:  the non-
avatlability of additional tfunds to support trainces, the 1.2
per cent quota” impesed by seme sub commands, the availability

1

of "appropriate” work, and the possible tmpact of hiring
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tratnees during a period ot lavett and reorganicatfon of full-
time ctvilifan staff. The {nstallatfous that hired relatively
larpge numbers of vouny people emphasired the need for additional

emplovees te accomplish long neplected {obs.,

TARLE 3

Percentage of Civilian Work Force Hired as YOC Trafuees

Number of

Percentage Installations
1.0% and below 2
112 - 1.5 5
1.6% - 2.5% 6

2o - 3.5%

J.oX - 4050 N

z
—

4.0% and above a

Emphasis in selection on minerity group membership, econemic
need, and educatfonal uneeds. At several {nstallations the
screening of candidates for {nclusfon {o the preogram was handled
entirelv by the State Emplovment Sevvice. The {nstallatfons
simply hired the number thev needed consecutively from the em-
plovment service referrals, At other installations varfous
additional stratepies were used to select and assign these
voungsters., A few assipned their staff rembers to do {nter-
viewing and review of applicants at the State Pmplovment Service
office, others screened referrals at their offtces, and still

others used multiple recruiting sources.

The descriptive documents concernine the selection of
Youth Opportunity trafnees mentioned as important critevia the
economic needs of the vounpster and his family, the {mportance
to the country of persuading potential school dropouts to con-
tinue their educatton, and the stimulation of minority group
membetrs and voungsters without work experience to obtain work

experience. The attitude of the kev members of the personnel
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3.

otfices toward the various criteria tor selection ot trainees

was apparent in the {nterviews., Some cmphasized the minority
group tepresentation; this scemed te be a function of the at-
titudes of the Commanding Offtfcer and/or the Civilian Personnel
Otticer rather than a funcitsn ot the particular peopraphtce
locatfon. Other {nstallations seemed to emphas{ze the economic,
social, and educational disadvantaged {n thelr proprams,  These
installations are generally {n the smaller cormunitics of the
Midwest and West where minority group conflicts are less appar-
ent. The emphasis of a particular installation's program re~
flects the fnterpretation and, therefore, the attitudes of the
kev personnel {nvolved in the selectton program as well as the

perceived fmportance of the above criteria {n the local area,

In suppesting what might be done differently in a subse-
quent YOC program, most of the personnel officers indicated
that thev would like to have additionat advance notice., Thev
then could do a better job of inttial screening of applicants
in terms of job skills of the vouths and could better utilize

supervisors who can effectivelv direct vounpsters,

Job assignments given Youth Opportunity Trainces. The sugees-

tion that trainecs should be given "meanfunpful work' was handled
differently at the fnstallations. Where the larger number of
YOC's were hived, sizable crews of bovs were assigned to mainte-
nance and cleanup jobs in the buildings and prounds. Other
installations specifically avoided assignments of this kind and
emphasized office work and shop apprentice-tvpe fobs. (These
installations in peneral did net bave the same mapnituode of
problems {n the maintenance of buildings and srounds, however.)
Security clearance problems and satetvy considerations limited
the jobs avaflable at a few of the bases, espectally at the

proving grounds and research installations,

Problems associated with nepotism.  Several fustallations had

problems associated with the application of the pencral nepotism
regulations of the Civil Service Commission {n the Youth Opper-

tunitv Program. This was a serious problem only at a tew of the
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installatfons visited. In the remote installations where Army
activities provide essentially all emplovment opportunities and
at I{nstallations where children of enlisted personnel would have
been eligible for such employment, the nepotism rule caused some
hard feelings. These were expressed bv emplovees, service per-
sonnel, and the vyoungsters rejected for emplovment. In the
populous areas or in areas where there are other government

agencies, very few problems arose over this ruling.

The communications concerning the Youth Opportunity Campaign out-
lined broad, general objectives for the propram and required specific
local direction in meeting these goals. This kind of freedom to direct
a program not only tends to foster variation at the installation level,
but also tends to intensify the personal commitment and enthusiasm of
local managers to the program. With one exception, where the nepotism
problem was a paramount issue, the personnel action offfcers felt that
their YOC program was one of the finest personnel efforts ever conducted

at thelr Installation.

Civilian Personnel Circular 7

Civilian Personnel Circular 7, Paragraph V, 29 April 1965, included
a number of mandatory reporting requirements for the quarterly narrative
report covering the quarter ending 30 June 1965. These requirements were
to report the current status of career re-registration: the estimated
career trainee intake for FY 66; the training needs met in the Medical
Self-Help Training program; an example of a position management analvsis
study done during the quarter; actions taken during the quarter concerning
equal employment opportunity; uses made of oral presentation of incentive
award nominations; and the delegation to supervisors of supgestion award
approval. At every installation this CPC was received in time, and the
requirements were generally ones that were antlcipated by the Civilian

Personnel Officer so that very few problems were cncountered.

The coordination of the narrative reporting requirements {s usually
assigned to the Personnel Manapement Assistance Rranch. The chief of

this branch expects other branch chiefs to submit drafts of various
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sections of the narrative, Mhese sections are revised and edited foru
the Clviltan Persounel Ofticer. (At three fnstallations, all relatively

small, the CVO appoeinted himself as the narrative coordinator.)

The narratives submitted tor the guarter ending 0 June 196% vere
considered by the local statfs as relactively routine.,  Thiee specific
problems were uncovered, however. At one {nstallation there wvas some
difficulty fn locating the reference material referred to {n CPC 7 con-

cerning "Training Necds Met. This parapraph reters the staff to DA
Pamphlet 350-8 and to Section IV, CPC 28, 1964, There is no notation

in CPC 7, 195, that these documents concern Medical Self-Help Training.
To respond te this parapraph some scarching in the library was reguired.
If the name of the prosram had been included, the personnel staftf would
have known the ottice to contact for the necessary information. (In
reading and discussing the narrative with one PMA| ne references to

Medical Self-Help Traininpg were found. He had obviouslv not looked for

these references.)

The requirement that cach {fastallation repoert its best example of
position management analvsis caused a minor problem at two I{nstallations.
Both of these offices telt that thev had no particular {nstances to re-
port and stated this in the initfal narrative. One sub command telephoned
the CPO on receiving his narrvative and {usisted that he include one ex-
ample. The CPO complied even though he felt that the incident at his
installation was not applicable. The eother installation received no
objection from its headquarters concerning the omission of a specific

example.,

At another installation the Commandiune Qff{cer insists on reviewing
all narrative statements for higher headquavvers rsubmitted by his sub-
ordinates. The narrative for 30 June 1905 was returned to the CPO at
this installation for "extensive revision,” since he had made a foew
statements concerning restrictions ifmposed by higher headaquarters on
the local propram. The (PO was somewhat unhappvy with having to rewrite
this report, and he indicated that higher headquarters could not obtain

his opinions unless the Commanding Officer concurred.
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Manv of the personwel offlceers questioned the effectiveness and
uscfulness of quarterly navvat{ve rveports.  Report oy vequirements dre
levied not only by DA level, but also by the mator aud suby command.  The
report eventually obtafned by the Departuwent of Aty fn a4 cusmary pre-
pared by successive levels of command,  Several scatt members asked why
the priwary requivemeats are levied by DA level, stoce DA does not oh-
tafn an answer trom the action oftficers at the vartous {ustallations, “
Some ot these act{on ot ffcers supprested that the purpose of speclal
reporting requirements was to nform the fnstallations that DA wanted
to cmphasize the partfcular propgram rather than (o tece{ve futormat fon
from the ffeld. ;

Some ancitlary functfons served by the quarterly narratfve require-
ment s were menttoned by several persomel otiicers. The report provides
a specitic time tor the personnel staft to veview theft propram and plan %
for subsequent eftforts,  This also provides an opportunity for the CPO to ‘1
review with bils Comuanding Ot {{cer the accompl {ahments of the civilian
personne] program and antfcipated future regquivements,  Several Clvilian é
Personnet Ofticers indfcated that the Medical Self Help veference in CPC j
I was helpful in convinciapg the medical adminfstrators at base hospitals i
that clviifans should be tacluaded in theiy Medical Selt -Help Training g
program,  Therctore, the narrative porttons of the report are at tives é
usetul to the Tocal office even when there {5 a question as (o the use- H
tulness of the (ntormation to higher headquarter s,

i

buring discusston ot the quarterly narvative veport, the statistical
report, b, was also discussed. Ditticulty in obtaining data trom
small concentrations of emplovees who work at remote sites caused most
difticulty with the suspense date ot the 1306, Althouph the project
staft did not attempt to svatematically collect data covering the 1346
form, at most {nstallations the DA feedback and teedback of perconnet
program informatfon to the Commanding Ottfeer wvas discussed. Three {n-
stallatfons use the DA teedback reports in presceatatfons to thetr Command-
ftng Offteers,  Most of the others state that the sommay Information is
recefved too late for (ncltusfon {n thelr local report, Trewds ot the
local peysonne! propram are analvzed usfng data collected at the fnstal-

latfon for previous quatters.  Several sample veports were obtained by
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the project statt, however, that indicate that the local analesia s

pattemned atter the tnformation categoties of the Tlee form,

Some operatine personnel offices teel that natitative seguirementa
should be reduced trom every quatter te cfther onee a vear o every othet
quatter . Althouch these nattat{ves de oot seaguite a 1ot of st At fdme,
they ate requited gt a perfod when many other teports arte alse tegquired.
Some CPO s dmply that these nattatives contain a minfmum of pert inent
{ntormat fon tos hiiphey headgumiters. Tn peneral, howvever, these petson
nel men do not obfect (o the tiline ot the statistical repert on oa

quartetly basis,

Depattment of Avey Vamphlet 6200 200 Tratning and Development ol Yaecut fves
and Manapers (Mav 1904)

The personnel tratodng statts al the vartons Installatton. vere
asked about the problems assoctated with the trainfoe panphlet o990 J0,
Tu the ovicinal distotbat{on ot this pamphlet, ne specitic cover lettey
was included,  Several trvatonfne men reported 1eceivine the docament,
vlancing at ¢, and plactoe 1t {n theiy bookecase an g reterence {tem,
Thev did et expect the Wind ot tollow on tepertine teguitement s that
subscequent Iy werte assoctated with this document . The letter dated
A Neptember 190a on Pxecutive Development specitving that comander s
shoutd tormalate action plans ter developine executives wan the fivat
commmication received teterrine (o 090 0, Four of the MO fastallations
could not recall receivine this Tetter and counld not tind 40 dn thett
tiles. Quite a tew of the other tratntnye men temembered sectne the let
ter but could net predoce 10, Saee this was not a Mred bovder” lettenr,

Tt appavently was not pereetved as bedue fmpottant .

Several tratnfoe men satd that an dasattdo fent number of copies o
the pamphlet veve sent, A0 four fustallatfons the tratuine statt ae
quested mote coples of the booklet and rtecefved them several monthes
After they wete espected, One tratonine man wvas certain that he had e
cetved a copy; however, there was ne o record in the madl toem, and he
conld not tind a copy o his ofttee. At another Anstallation the Civilian

Petrsonnel Gttfeer teported that he did not veceive a cope thtouph repuntar




chanunels.  He heand while at the Pentagon that this document was teceiving

cmphasis and obtatned one trvom another fustallation.

The Annual Report ot Tratnine dated 7 June 1965 {ncladed o paragraph
requesting specitic fntormation on the apptication of ¢90 0 te the tecal

.

exccut fve development program,. During the dincusstion of 699 0 the profect
staf{ asked to see this veport.  Four of these fustallations did not ye-
spound {n their veport concevufope 690 20, Thev justiticd this by vrefernning
to the fivst parvagraph of Part 1 oot the Aunuval Beport of Tratnine whitch

states, "Proprams of o routine nature need not be peported,”

The fmpact of 09000 on the trafning programs at the {nstatlations
has not been extensive.  Trafning activity {5 pencvally tocused on lover
level personnel.  The trafnine men at the smaller fostallations stated
that this kind of program afmed at hiph level persommel could be applied
to very few of thedir civilian emplovees, At the larger insiallat{ions
where executive tralning programs have been utilized, the tiratning nen
telt that thetyr past program effort has retlected the training philosophy
descertbed ta 690-20,  This document was not perecived an oo change in Army
attitudes or procedures fn the executive tratnfoe area, bat as a usetul
reference puide for thedlr curvent progrvam, hev did not chanee thets
ongofng activities {n execut{ve and minager teainineg as a divect result

of receiving this serfes of communfceat fons,

These training men made a number of faverable comments about the
futormal news and notes sent to them by the trafoning people at DA Tevel,
The descriptions of other fnstallation programs and the fdeas tov pen-

crating {nterest tn tratntug were useful to them,

CPR CPL, Carcer Manapement Basic Polfcies and Requivements

The commuicat{ons problems assoctated with CPR CPU were discussed
with vartfous persomnel ottice staff membervs at cach instaltation.  This
formidable document provides detafled tastructions and procedures for
completing the 22D form used {n the ve~vepistration of civilian emplovees
fn the Army Career Propram.  Dscussfons of this progrvam with the staff

members of the personnel off{cee produced the most heated comments obtatned




on these visits., A conslderable amount of tiwe and cnervey ot the personnel
staff was requived, and complatats from the carccrists completing thei
forms were frequent. At fnstallatfons under the Armv Matcriel Conmand,
the same 210 form was used tor repistering emplovees in the AMC Talent
Bank. This Talent Bank file of data facludes more civilian personnel than
does the carcer repfstration propram and produced a tarver vork load fow
the personnel statf at the AMC {nstallatfons. 1t was ditticult to ascer-
tain the added work load resulting from the additional rteaquirements {n-
serted by the sub commands, sfnce the personnel statt at AMC installatfons
combined the carecer re-repistration and Talent Bank programs {nto a sinple

cffort.

At the various sites several different procedures were used teo {n-
struct registrants. At most installations kev supervisors from cach
career field were assembled in small groups for detafled instiuctions
in completing the 2302 form. Thev were supplied with a copy of CPR CP1,
Then thev discussed, {tem by {tem, the correct procedures for tilling (n
the Information. These supervisors (o tarn conducted sfmilar sessfons with
the careerists In thefr sections. At a few small {nstallations the per-
sonnel staff handled all of the sessfons in which carcerists completed

the form.

A few of the {nstallations gave cach individual his "purged” J01 {{1e
as an {nformation refevence. After the repistrant had completed the form,
it was checked for correct format by a personnel staff ofticer.  Then the
form was sent to the repistrant's department for typine.  The personncel
department theun reviewed the form agafn before 1€ was sent tor kev punch
fng. Sizable variation in the methods used by the personnel departments
in checking the form was described.  Some perzonnel oftices checked only
the format of the responses and then sipned the form, At other ottices
201 files were scarched to verify the accuracy of the {nformation included
on cach 2302 form. Forms were reviewed at vartous command levels vheve
a number of errors were detected.  Incorrect forms were vreturned to the

installation and resubmissfon of the corrected torm was then requlted,

This brief ocutline of the steps required tor this propram omits many

of the detafled frustrations of the personnel staft and the {ndlv{dual
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carcerist., Changes were made in deadlines, especially in the Talent Bank
registration, and in the exact specification of who was and who was not
required to be repistered. Confusions were also related to manv other
problems; for example, the various GS levels to be included, the number

of coples of the completed form required, the ultimate destination of the

completed forms, the implications of varfous attitudes toward mobility,

the action to be taken concerning individuals who refused to complete
! the form. Several personnel staff people felt that this was onc of the

most unpopular requirements that their office has had to enforce.
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In spite of these difficulties the individuals who are very famil{iar
with CPR CPl1 feel that it {s a well-organized and well-written document.

Since the 2302 form {s a detailed document, the instructfion booklet must

‘!
!
!
L

be detatled and explicit. The personnel staff reported that the manual,
especfally after Change 1, answered most of the questions raised about
the form. This dncumoﬁt is bulky and tends to frighten the less verbal
employees. The CPR CP1 was not verv useful {n the Talent Bank regfistra-
tion, where manv shop operatives were required to repister, since these

emplovees essentlally refused to wade through the material,

Employees were not enthusiastic about completing this detailed form.
Since the career program includes most of the higher level civilians at
an installation, the re-registration procedurce fnvolved the key civilians
with whom the successful Civilian Personnel Office must maintain effective
relationships. Mauy persounncl staff members feel that {nformation about
the way this registration would benefit the individual and the Armv should
have heen provided. This comment, although almost universally made at the
AMC installations, was also directed toward the career repistration pro-
gram at other installations. Thesce personnel men are reacting to thelr
understanding of the Personnel Career Program as well as to the pressure
exerted by key civilians {n other career programs. When an assipnment,
promotion, or selection of a careerist to a kev position {s not universally
applauded, the carcer program i{s often bhlamed by unsuccessful candldates.
Favorable attitudes toward the program are very closecly ticd to the per-
celved effect of the decistons made for each individual. 1t is also

difficult to defend the {mportance of the program when {ncorrect printouts
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of the submitted carcer information are received from headquarters or
when notification {s recelved erroncously that a person is not listed
in the career file. These eplsodes reflecting the prowing pains of the

automated system do not bulld confidence {n the svstem,

Although all of the problems encountered at cach offlce cannot be
discussed in detail, several recurring deficiencies should be mentioned.
Many more copies of CPR CPl were required for the training scsstons,
Additional copies of this rather long document were prepared at scveral
of these installations bv their own print shops. Kev punching facilities
and instructions for the kev punch operator were not adequate. DNelavs {n
submitting card decks occurred. Telephone calls to various command
levels to clarify instructions reflected confusion about the propram

at command levels.

In general, the written communication contained {n CPR (Pl was under-
stood by the personnel staff. Powever, the major communication problems
concerned what was not communicated. The kev question not answered in
this communication for any of the rcgistrants was "how are thev really

going to use this information?"
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RESULTS OF EXPERIMENTAL PROCEDURES

The two experiments conducted in the project involved two different
kinds of respouse from the operating personnel offf{ces. The first con-
cerned a portion of a narrative report routinely submitted by installa-
tions. This narrative paragraph was a description of actions taken by
the local installation in response to a directive from headquarters. The
study involved evaluations of the message content by headquarters staff

personnel directly involved in the preparation of the program directives.

The other experiment concerned differences in installation responses
due to a change in procedure for handling a recurring requirement. In
this case the characterist{cs of individuals nominated for training
courses under one set of procedures were compared to the same. character-

istics of those nominated under revised procedures.

Rating of Narrative Paragraphs

One of the mandatory reporting requirements for the quarterly nar-
rative report for 31 December 1965 involved reporting on the Engineer
and Scientist Career Program re-repistration. The paragraphs from oper-
ating offices are consolidated by successive levels of the command hier-
archy and submitted to the Office of Civilian Personnel, Department of
Army. The paragraphs written by ten installations {n response to this
requirement and the appropriate paragraphs from consolidated reports of
six sub commands were selected for use in the cxperiment. Fach of the
selected installations and sub commands has a group of career registrants

in the engineer and scientist field.

After the project staff edited the parapraphs to delete information
that would identify an installation or sub command, these paragraphs were

submitted to staff members of the Office of Civilian Personnel for evaluation.
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The staff members selected to do this rating were members of the Career
Management Branch and the Persomnel Fealuation Mveision.,  These head-
quarters action otticers are the kev staff {fonvolved {n directing the

carcer programs and in obtaining {nformation from narrative reports.,

Table & lists the aquest {ons the raters used {0 evaluating the con-
tent of these narrative parapraphs. For purposes of the analvsis of these
ratings, the "a" alternatives of the questions were assipned a score of 1,
the "b" alternatives, &, etc. Inter-rater reliability of these questions
was estimated by summing the responses of ratings bv four raters for each
paragraph and then summing the scores for the remaining five ratings.
These two sums were correlated acreoss the 16 parapraphs and resulted in
coefficients for each of the four questions. These correlations were
around v = .b to .65, This was considered adequate reliabilitv to permit
the summing of the ratings for all nine raters. Therefore, for ecach nar-
rative parvapraph and each question, a sum of the ratings was used to
represent all nine ratings of that paragraph. These sums were then inter-

correlated. The product-moment relationships are shown {n Table 4.

The intercorrelations ot the questions show some interesting and
statistically s{pnificant relationships. The correlation of 0.75 bhe-
tween the respousiveness of the parapraphs to the request (Question 1)
and the judped excellence of administration of the program (Question 4)

°

is statisticallyv significant bevond the 1% level of confidence. These
raters indicated that the operating of fices that appropriately respond

to the reporting requirements are alse admintstering an effective career
program. Conversely, those offices that do not vespond effectively to
the reporting requirement are rated as not administeving their carcer
program as efficientlv. The relationship of 0.76 between the questions
which refer to usefulness of the paragraph to headquarters and sub com-
mand staffs (Questions 2 & 3) is similarly statisticallv significant,

The paragraphs that the raters feel contain useful {nformation for head-
quarters policy decisions also contain information tor sub command super-

visory action,

Although the correlation coeffictent of -.41 between Questions 3 and

4 is not quite statistically significant, it suggests that the career
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TABLE 4

Rating Sheet for Narrative Paragraphs

Do you consider this an appropriate answer to the reporting requirement;
i.e., 18 it responsive to the request?

~a. Yes, it contains the details of the requested information.
b. AQuestionable; it leaves a few requested items in some doubt.
¢, No, it does not answer the questions asked.

Does this report contain information that could assist headquarters
personnel in making new policies or changes in the career program?

a. Yes, it contains useful information for policy decisions.

b. Questionable; {t contains some suggestions, but these are not
the kinds of data that are of much use in deriving policies.

c. No, it contains no information of a policy directing kind.

Does this report contain information that is useful to the sub command
in handling their supervisory function?

a. Yes, the sub command should take some action on the basis of
this report.

~b. Questionable; the sub command may want to take action on the
basis of this report.

c. No, this report does not provide the sub command with any
basis for action.

From this description alone how would you rate the Civilian Personnel
administration of the career propram for enpineers and scientists at

this installation?

a. Excellent
b. Good
c. Fair to Poor
~d. Can't tell from this description

Intercorrelations of Ratinps of Narrative Paragraphs

[Question| 1 2 3 4
1
2 .16
- TL-‘N— 1 b
3 -.291 .76
!
4 L75] .05 |-.41

~29_

e




— man

programs judped to be well administered require minfmum sub command
supervision and those which are judgped to be more poorly administered
require sub command action. The remaining coctticlients {n the table do
not approach a level that is statisti{callv dftfevent from zevo; however,
this lack of correlation is of some interest in estimating potential

uses of narrative descriptions in evaluating personncel programs.

The relattonship between responsiveness ot the narrvative (Question 1)
and the uvsefulness ot the report to headguarters (Question 2) or to the
sub command (Question 3) are low. The kinds of intormation that are re-
quired in order to have the paragraph judged "vesponsive to the request”
are not necessarily the kinds of {nformation judpred to be useful to
elither headquarters or sub command. 1f these repotting requirements
are developed to provide policy directing {nfeormation, thev apparently
do not serve this function. However, these veporting requivements may
serve other useful functions for the installation, the sub conmand, and

the headquarters.

1n the previous discussion of this experiment there has been ne
mentton of differences in the rvatings assoctated with vhether the edited
paragraphs were {nstallation reports or command conselidated reports.
Normally, the headquarters staff veceives only conmand summaries. This
variable was introduced into the experiment to assess the effect of the
consolidation on the characteristics of the information conveved by the
paragraphs.  No statistically sipniticant difterences between the fastal-
lation and command reports were demonstrated in these ratings; hovever,
some minor difterences were obscrved.  The command summaries weve judeed
to be slightly more responsive to the request (Question 1), slightly less
usctul to headgquarters and command stafts (Questions ? & 3), and indica-
tive ot a somewhat better administrative handling ot the program (Question
4). This could be interpreted to mean that althouh the intormation con-
tatued v command summaries and fnstallation rveperts is not pavticularly
different, the command summarvies tend to be better written,  Since these
differences were quite small, the entire set of rvatings were used for the

analvsis,
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Nominations for Personnel Specialist Tratniag

In this experiment the characteristics of the {ndividuals nominated
for trafning courses in FY oo and FY 67 were compared.  Lists of the FY 66
orfeinal nomineces for the Recrultment and Placement course and the Revised
Personnel Management Assistance course were obtained from DOSPFR Field Of-
fices for nine {nstallatfons that have relatively larpe personnel staffs,
A comparable list of nemineces for these courses from the same installa-
tions was obtained from the sub cormand offices for FY 67 tratning. The
different sources used for obtaining these lists were necessitated by a
change in nominatine review procedures for FY 67, The characteristics
of the tndividual nominees were ascertained bv searching the carcer files.
Only four of the FY 6o and six of the FY 67 nominecs on these lists did

not have carcer cards in the files.

In Table 5 the distributions of sceveral characteristics of the nom-
fnees for these courses arve presented.  The distribution of the Performance
Ratings in the table requitves some clarificatien. The supervisorv rating
numbers recorded in the career file for elght arcas (all arecas except
supervision and administration) were summed to obtain a tntai score. If
this score was 8 for an individual, it indicates that he was given an
outstanding rating (1) in cach area. An above average rating {s recorded
as a 2, and an average rating is given a 3 score in this svstem. The
consolidated tabulation of perfermance ratines presented {n Table 5 used

the following summed scores to define the categories:

Consistently Ontstanding 8 - 11
Above Average 12 - 18
Average 19 - 24

This procedure provides a rough catesorization of the pevformance ratings

piven these individuals.

~
Statistical analvses of these distributions (using X7) showed no

significant differences between those nominated for FY 66 and FY 67 {n
efther of these courses. Since the number of nomiunces in a given cate-
gory was small, observed ditfferences had to be substant{al before statis-
tical sigul{ficance could be achieved. Therefore, some of the general

trends of the data displaved in Table 5 should be of interest to OCP
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TABLE 5

Comparison of FY 66 and FY 67 Nominations

for the R&P and PMA Courses at Selected Installations

GS 5
GS 7
GS 9
GS 10
GS 11
GS 12
GS 13

Education

High School Graduate

Some Formal Education
beyond high school

College Graduate

Graduate Degree

Performance Rating
Consistently outstanding
Above Averapge

Average

Not Rated

Age
30 and under
31 - 40
41 - 50
51 - 60
Over 60

Sex

Male

Female
Total

R&P
FY 66

1
5
16
1
15
4
1

15

14

13

11
19

10
19
10

R&P PHA
FY 67 FY 66
2 0
8 0
8 0
1 0
10 5

8
1 2
10 2
16 10
9 2
0 1
9 5
11 8
1 2
14 Q
0

6
16 10
4
0 1
13 9
22 6
35 15

14

15




Headquarters personnel even though the differences do not approach
statistical significance. For the revised PMA course, there was a sub-
stantial increase in the gross number nominated for FY 67. At these

nine {nstallations nominations were received for 15 spaces in the PMA
course for FY 66; the next vear 26 nominations were submitted. This increase
may be related to the requirement that was added in the document call-

ing for nominatfons for FY 67: "Activity level chiefs of the PMA function,
and senior PMA’'s in charge of operating PMA programs for assigned organi-
zational segments must complete the course before 30 June 1967. Journey-
men and other PMA's who meet the minimum entrance requirements for the
course are to complete it before 31 December 1967, or within six months

of assuming PMA duties, when Department of Army training schedules and
available spaces permit."” However, the similar deadline for training
chiefs of employment services and personnel staffing for the RSP course
did not produce an increase in nominees. At these {nstallations 43

were nominated for FY 66 and 35 for FY 67 for the R&P course.

The distribution of GS levels among the nominees is relatively con-
sistent from year to year., As would be expected, the personnel meeting
the qualifications for entrance into the PMA course tend to be in higher
grades than those nominated for the R&P course., Similar expected trends
indicate that the PMA nominees include fewer individuals without educa-
tion beyond high school graduation and fewer under the age of 40. The i
nominees for FY 67 in the PMA course {nclude more college graduates than
the FY 66 list. Distributions of other characteristics of the nominees
for each course, such as current job title, previous mobility, and com-
mendations and awards, did not show differences between the lists for

these two years.

When the lists of FY 67 nominees were requested from six of the
sub commands, they were also asked to indicate if thev recommended any
deletions or additfons to lists submitfed by these selected installations.
This additional information i{s of some interest to ascertain one possible
effect of the chanpge in review procedures. One sub command deleted a
nominee and suggested a replacement for this staff specialist, One other
command office indicated that they also made some deletions in the lists 1

submitted by their installatfons: however, thesec deletions were not done
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for the particular installation that was used {n this study.

This experimental approach to evaluating changes in a procedure

obviously does not measure all of the pertinent variables that mav be

affected by this change. One of the kev rcasons for using the command

personnel staff to review nominatfons was to
the budgetary problems that have occurred in
initial nominations for these courses may be

guarantee that those nominated will actually

involve this group with
the past. Although the
appropriate, there is no

attend the course. The

field office and headquarters staff who arrange these training courses

report that one recurring problem has been that the qualifications of

those who actually attend the courses tend to be less than the quali-

fications of those on the {nit{al nomination

list. It would be {in-

teresting to examine also the list of personnel men who have actually

completed the courses under the FY 66 nominating procedure and compare

that list with those who will complete the courses in FY 67. However,

the change in these procedures does not seem

to have produced striking

differences {n the appropriateness of the {ndividuals nominated.
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DISCUSSION AND IMPLICATIONS

The question of communication effectiveness can be asked at a
variety of levels. At one step in the sequence one might ask {f the
output is understandable to the reader in terms of what he is expected
to do. At this level the four communications studied in the initial
phase of the contract appear to be quite good. Although a few minor
questions could be asked about the specific steps to be taken in the
Youth Opportunity Campaign and questions were asked about CPR CPl, none
of the installations experienced difficulty in applying the documents
to their program. During installation visits personnel staff were asked
to supply specific Instances of poor communications from higher head-
quarters to thelr office. Very few examples were cited where the writ-
ten communication was not understood. Instances of seemingly conflicting
directives from various levels of command were noted: however, these were
apparently resolved easily. Therefore, very few instances were discovered
where the content of a message sent from OCP to an operating civilian per-
sonnel office was not considered clear. The areas of question usually were
concerned with a desired specific interpretatinn for local convenience or
an unusual condition at a particular installation. These data provide a
similar finding to the statement made by the Franklin Institute staff in
their report on Army communications: "Army communications are, in general,
clear and understandable, and curcent emphasis on achieving communications
clarity, by directives on writing style and by excessive review, is mis-
placed.”l/ Therefore, the remaining discussion of the information derived
from the field study phase of the project focuses on variation in the

implementation of the communications.

At another level the question of effectiveness of communication could
be asked in terms of the consistency of the response to the communications.

The case study information revealed several differences among installations

—Lﬁ. N. Bloom, C. E. Mayfield, and R. M. Williams, Modern Army Communi-
cations, (Philadelphia, 1962), p. 84.
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in response to the same message. If consistency of response {s desired,
the key problem is to identify these differences, classify them, and
attempt to determine the sources of communication barriers so that re-
medial techniques can be instituted and evaluated. A classification
system of some communication barriers to account for the observed varia-
tions in the response of installation programs to various messages was
developed. Although this classification system cannot be considered
all-inclusive or final, it does suggest a few techniques that could be
applied and evaluated within the Army civilian personnel programs. The
classifications under which these problems are discussed concern command
offices and commanders, communication channels, the Civilian Personnel
Officer and his staff, special local conditions, the program evaluation
system, and the knowledge the local personnel staff has concerning in~

fluences on the policy generating offices.

Influence of Command Offices and Commanders

The Civilian Personnel Officer at an Army installation is required
to have allegiance to a variety of levels of command. He is usually on
the Commanding Officer's staff, although at Supply and Maintenance Com-
mand installations he reports through a Director of Administration.
Many CPO's sald that their primary responsibility and allegiance was

to the Commanding Officer. Their personnel program was primarily a

reflection of the desires of the CO. It is obvious that the involvement
of the Commanding Officer in personnel policies can make quite dramatic
differences in the outcomes of personnel programs. The CPO also has a

relatfionship to a personnel staff man at the next higher headquarters.

The amount of direction and advice obtained from the command personnel

officer seems to be quite variable among installations. 1In some commands
the personnel staff officer attempts to shape the emphasis of the program
at each of his installations. Other commands perceive their role as pri-

marily advisory, assisting and coordinating the operating offices. The

CPO also has a relationship to the Office of Civiljan Personnel, ﬁepart-
ment of Army. A relatively large proportion of the basic policy of his
personnel program 1s generated from or through this office. His rela-

tionship to OCP affects his overall career, since decisions about
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transfer, upgrading within the personnel career field, etc. are partially
controlled from this office. The inspection of personnel offices by
representatives of all levels of command, even by the Civil Service Com-
mission, also has demonstrable effects on the local program. Therefore,
some of the differences observed in the programs at various installations
can be a function of the differential forces brought to bear by other

levels of command.

At several of the installations where the mission and the Commanding

Officer focused on scientific and technical areas, the development and

:‘ training of executives appears to emphasize mission-oriented technical

‘ training rather than general supervisory training. When the goals of
the organization and the Commanding Officer are not coordinated with
the goals implied by a recommended program, the CPO cannot organize and

institute an effective action plan for the program.

Other examples of the influence of higher command levels on the em-
phasis given to installation programs were observed. At several instal-
lations the CO took especially keen personal interest in the YOC propram,
This affected the emphasis on counseling and training of these youths by
the supervisors and the personnel staff. Special awards for outstanding
work were conferred on some of the trainees as a direct result of this
high level interest. At several installations the implementation of the
Equal Employment Opportunity program reflected the emphasis given by com-

manders and command personnel staff members.

Operating personnel offices located at the same geographic location
as their command headquarters tend to reflect the influence of the com-
mand staff on their activities. Since these operating offices provide

personnel services for the headquarters, pressure from the Commanding

General can be transmitted through the staff personnel man directly to
the operating CPO. This may affect the communications and the programs
at the installation. Problems and errors are more visible to the higher
command at these installations. The personal strength of the CPO and
his staff and the kind of direction afforded by the command personnel
staff become much more important variables than at offices more remote
from their headquarters. Although no examples of gpross interference

with the operating staff by the command staff were described, descriptions
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of the informal pressures that can be applied by staff personnel offices

were obtained. This influences the freedom 6f the operating office to

institute novel programs without first involving the command office.

Attitgdes of the major command and sub command personnel officers
toward supplementing communications and toward instituting new programs
produce some rather gross differences in work load at the operating
personnel level. The most obvious example studied in the case study
phase of the project was the Talent Bank requirement levied by AMC.

At the small AMC installations the assignment of a personnel specialist

to this program seriously reduced the availability of staff for the other
ongoing programs. The person assigned this task was usually in the train-
ing department and this caused a reduction in emphasis on the training
program. Overtime work by the staff was a frequent occuftence during
these periods of re-registration., At most of the larger installations
this added work load could be absorbed by the office without the more
visible programs being curtailed.

Influence of the Communication Channels

The complexity of the command channels is another rather potent
variable affecting the time available to respond to a directive from
OCP and the emphasis given the program at a local installation. At
Class 1 installations it was observed that problems with suspense dates,
multiple channel reports, etc. were not as frequent as at the other in-
stallations. The personnel reporting channels from the Class I to the
numbered Army and then directly to DCSPER require at least one less
step 1n the command chain than in the offices where there is a personnel
staff at both the sub command and major command level. No systematic study
was made of these differences in this project. However, the effect on
suspense dates of many reports is clear. When summaries of installation
reports are forwarded to successively higher headquarters, these staff
offices insert a one-week suspense date interval for thefir consolidation
process. A communication leaving OCP that requires command summaries of
installation reports must be dispatched a considerable time before the
feedback report can be expected. The processing of this initial communi-

cation on its way to an installation through the major and sub commands
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takes some additional time. The suspense dates inserted at the méjor
command are usually one week before the OCP suspense date. Similarly,
the sub command inserts a suspense date one week prior to the time the
major command requires the report. Therefore, the installation must
submit {its report to sub command headquarters at least two weeks before
the consolidated report is due at OCP. Installations reporting through
the numbered Armies usually receive the reporting requirement earlier
and have at least an extra week to prepare their report. Several CPO's
suggested that similar reductions in the number of consolidations per-
formed in a command staff could be accomplished in the AMC chain by
sending the original installation reports to sub command and major com-
mand. The major command would summarize these reports for direct trans-
mission to OCP. An alternative would be for sub commands to submit
their summaries directly to OCP as well as to major command. This would

require the consolidation of more summary reports at OCP,

Problems with suspense dates were reported by installations as ‘the
principal incidents of communication failure. At five separate instal-
lations a personnel staff member showed the project staff a communica-
tion that arrived on or after tﬁeir suspense date for the report. Since
time-date stamps of arrival of a message are not routinely affixed at
the varfous offices, it is difficult to find the specific point of com-
munication blockage. Operating personnel suggest that most delays occur
at command staff offices; however, such a statement should be based on

direct objective evidence.

Influence of the CPO and His Staff

An obvious influence in the observed differences in program execution
relate directly to the Civilian Personnel Officer and his staff. Many of
the presvilously discussed command influences can be described in terms of

the interaction of the CPO and his commanders.

However, independent of these influences from higher command, a unique
local program is primarily a reflection of the ingenuity of the CPO and
his staff. Within the framework of the Army personnel administration poli=~

cies, there is considerable latitude for local innovation and autonomy.
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At the same time there are many forces that tend to mold the Army programs
into a consistent program. Many of the directives from DCSPER recommend
or suggest detailed methods for implementing a desired program. For ex-
ample, it was suggested that YOC trainees be recruited through the State
Employment Service although other potential sources were also listed.

Most of thé 20 installations visited used the local USES office as their
sole recruiting source for the YOC program. One of the reasons that local
offices use these suggestions from headquarters is related to the person-
nel program evaluation system. A unique approach to an Army program by

a local staff tends to be applauded by inspection teams only {f it is
successful. Experimental failures can be criticized with the question,
"Why didn't you use the recommended procedure?" Therefore, a CPO who is
trying to manage an office that is not vulnerable to criticism from inspec-
tion teams may tend to pattern his program to conform with the suggestions
offered in the DCSPER communications rather than tailoring the program

to his view of local idiosyncrasies. However, other CPO's jealously guard
their local autonomy. Therefore, differences among installation personnel
programs partially reflect the risk-taking attitudes of the CPO and his
staff and the confidence they feel in introducing new procedures. The
amoung of autonomy given to the CPO by the Commanding Officer can also

either discourage or reward innovation.

The extent of overall Army personnel experience of the CPO and his
staff and their experience at that {nstallation seem to be other potent
influences on the local program. Some installations have had essentially
no turnover among their key personnel specialists for several vears. Al-
though this may have some undesirable effects, the experienced staff is
usually able to handle special program requirements and continue to ad-
minister its other responsibilities. At an installation where essentially
all key staff members have a minimum of experience at that installation,
new crash programs are likely to seriously interfere with the ongoing

program.

Influence of Local Conditions

Personnel program effectiveness is ¥nfluenced by other local conditions

not assocfated with the personnel staff or the commanders. The emphasis on
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‘ various criteria for selection of YOC trainees, for example, was influenced
by local employment conditions, remoteness of the installation, minority
group density in the area, etc. At one Installation there was considerable

[ resistance from careerists to the re-registration requirement. This was
intense because the installation was undergoing a reduction in force and
reorganization program. At installations where the employment history was
more stable, careerists were not enthusiastic but did complv with this re-

quirement.

The sample of operating personnel offices that was visited represented
various levels of complexity of mission serviced by the office. Some of
the personnel offices report to only one command headquarters concerning

the entire complement of civilians. At the other extreme some twenty

s e T

i different higher headquarters were represented in the work force serviced
\ by another personnel office, Although cross-servicing agreements reduce

the number of different reporting channels, a personnel office that serv-

ices units reporting to a variety of headquarters has more complex re-
porting requirements. At a few installations the operating personnel
office was responsible for remote locations which further extends their

i personnel work load and the complexities of the program,

The geographic location of a base makes some obvious differences not
. only in the kind of personnel specialists that can be obtained, but also
in the general civilian recruiting effort. The lack of educational, cul-
tural, recreational, and medical facilities at the remote installations

requlres additional emphasis on these functions by the installation man-
apement. The personnel offices at these facilities get involved in spon-

soring many of these activities. Therefore, these offices are required

to handle programs that are not a part of the job under different local
conditions.
Influence of the Evaluation System

One of the functions of the Field Offices of OCP is the inspection
and evaluation of operating personnel offices. These OCP staff members
are frequently involved in evaluation visits sponsored by the Civil

Service Commission and the major and sub commands as well as the Department
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of Army inspections. Reports are written following these visits and the
various oral and written reports are submitted to the Commanding Officer
of the base and his superiors at command headquarters. The portions of
these reports concerning the civilian personnel program can have positive
or negativé effects upon the relationship of the CPO and his Commanding
Officer. These reports also affect the impressions of the competence of
the CPO held by staff members of OCP. Inspection team visits are usually
not considered by the local staff as opportunities for demonstrating their
effectiveness, but rather are seen as necessary ordeals during which they
hope none of their mistakes are uncovered. Most CPO's attempt to antici-
pate areas of detailed interest to the inspectfon team and prepare their

records and staff appropriately.

One characteristic of most evaluation systems is that errors and
problems are uncovered and noted while good performances are more likely
to be expected and not given similar emphasis. CPO's, in discussing their
general program and the inspection system, recalled in detail the number
of "violations" found. This orientation on avoiding making errors and

doing a job by the suggested technique tends to reduce innovation. Tailor-

v v el vl i

ing the personnel program to unique local conditions is not reinforced

by this evaluation system as efficiently as nonconformity to regulations

is punished,

Therefore, one of the forces within the Army civilian personnel pro-

gram toward uniform field application of the policies and repulations is

N the evaluation system. It is suggested that some cormunication problems
are associated with this force toward uniformity; operating offices find
it difficult to demonstrate or transmit ideas and innovations to policy

directing levels.

Influence of Knowledge of Policy Generating Offices

One of the variations noted by the project staff during the case
study phase of the project concerned the amount of contact with and in-
formation about headquarters within the operating personnel staff, In-
stallation personnel officers with recent experience at OCP tend to be

able to find answers to questions concerning new programs. This is done
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partially by informal telephone calls to friends at OCP. (The frequency
of these calls could not be determined from i{nterviews at the installa-
tion. The impression derived from talking to OCP staff members was that
this is done more frequently than is admitted by field personnel.) How-
ever, knowing the person to call at OCP {s not the only advantage that
the flield man with recent OCP experience has, He can interpret communi-
cations more efficiently, since he has been included in discussions of
the problems and the alternatives considered. This depth of background
information on pending programs is an important variable. Visits of
DCSPER personnel to the field and field personnel to the Pentagon pro-
vide most installations with useful information of this kind. At remote
installations where these visits are much less frequent, the CPO and his

staff often feel out of touch with the Pentagon milieu.

The ability of a CPO to affix appropriate priorities to programs and
reports is an important skill. At policy generating levels within the
headquarters, it is also appropriate that each action officer feels that
his program is a high priority item. Therefore, essentially all direc-
tives concerning new programs are sent to the operating office with high
priorities attached. The local CPO must administer this program to satisfy
OCP, command, and local commander requirements. liis detailed knowledge of

these requirements is a critical variable.

This partial listing of variation in the personnel programs at these
sample installations suggests some of the difficulties in doing field ex-
perimentation on communication effectiveness. It suggests that the ultimate
goal of the Army Civilian Personnel Office cannot be a uniform application
of all programs at each installation. Local variation is required to meet
local needs. The optimum program at one base may be different from that
at another, However, some consistencles are required and some measure-
ment and justification in terms of local conditions of the varifations that

appear in a program should be possible.

One of the key implications of the observed differences among instal-
lation personnel programs is that the factors influencing the form and
the outcome of a program are frequently beyond the control and the knowl-

edge of the individuals who designed the program. Action officers at
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headquarters who write communications that describe and direct a personnel
program have a liﬁlted view of the exigencieé of the multiple local sit-
uations in which this program will be installed. Usually, the local
operating offices do not have the kinds of information that shaped the
directives .written by the headquarters action officer. This can mean

that the goals of OCP in a given message are not fulfilled at the operating
level either because of lack of information at OCP about the local con-
ditions or because the installation staff does not know about the forces
on headquarters that provided the basis for the directive. This can be
true even though the message itself is written in a clear and under-
standable form. Informal communication within and between the various
levels of the civilian personnel hierarchy is the principal force which

reduces this source of inappropriate application of programs.

Variations in the priorities given to a program can be affected by
information omitted from the message; they can even occur when reasons for
changes in procedure are supplied. The changes in procedures for nom-
inating personnel to training courses is one example. The formal com-
munication described the change in procedures; however, the interpreta-
tion of why this change was instituted may be a source of speculation by
the command and operating office'staff. Some sub command offices may
consider that the new procedure implies that they should be doing more
direct supervision of the personnel programs at their installations.
Others may interpret it as a mechanism for ifnvolving the sub command in
the training budgetary problems of the installations, Still other com-
mand staff personnel men may institute follow-up procedures to determine
which operating staff people actually attend these training courses.
Although all of these interpretations may be appropriate, the different
emphases placed on the alternative explanations can lead to variations

in the outcome of these changed procedures.

The experimental ratings of narrative paragraphs provide another
example of ways in which program emphasis i{s transmitted to the field.
During the case study phase of the project, several CPO's volunteered
the opinion that the selection of programs for inclusion in the manda-
tory reporting requirements of the quarterly narrative was a technique
used by OCP to indicate the interest of headquarters in the program.
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These CPO's stated that OCP could not really use the information pro-
vided in the narrative report. However, the local office could antici-
pate that this program would be a point of interest to inspection teams
or might require other reports. This expression of interest by OCP was
sometimes useful to the local CPO in convincing his commander that more
emphasis should be placed on a particular program. For example, the
requirement to report on the Medical Self-Help Program was an important
influence at several installations in obtaining more prompt cooperation
from the base hospital administrators in scheduling this course for

civilian employees.

Although this function of communicating high level interest is im-
portant, it is not considered the only function of the narrative report-

ing requirements.
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CONCLUSIONS

At the inception of this project it was anticipated that the first
year of work would focus primarily on the definition of the dimensions
of the communication problems of the Army Office of Civilian Personnel.
The techniques employed to define these problems could not be expected
to lead to verified recommendations for the solution of the {dentified
problems., However, the profect staff was able to suggest potentially
useful techniques to improve communication effectiveness and ways in

which the changes can be evaluated.

From the study of the application of the communications describing
four specific programs, it has been concluded that these messapes sent
from OCP to the installations adequately convey the intended information.
The data collected at the selected operating offices indicate that, in
general, the communications from OCP are clear. When questions of in-
terpretation do arise, the mechanics of obtaining clarification are
relatively straightforward. Additional emphasis on writing style,
clarity, and staff review of outgoing messages would not be an effective
utilization of staff time. It is possible that the current headquarters
efforts in review and editing of these messages could be reduced, al-
though none of the data collected in this project could be used to sup-
port or refute this statement. However, 1t is suggested that super-
visory personnel responsible for these review procedures consider

alternative review techniques with a view to reducing the time expended.

The major communication problems described in this report seem to
reflect a lack of some pertinent information at both the headquarters and
installation levels. Some operating personnel offices have a limited view

of the forces and pressures applied to the Office of Civilian Personnel,
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Department of Army, from various other sections of the government. The
headquarters office seems to have a limited view of pressures applied

at the local operating office. Headquarters personnel who seem to be
less prone to these pitfalls tend to be those who have recently been
working at an operating office or who have had opportunities to visit
these operating offices. Similarly, the better informed staff members
of operating offlices either have recently been working at a headquarters
or have visited with the headquarters staff. The members of OCP who
currently have most frequent contact with a range of operating offices
are those at the OCP Field Offices. These men are not the kev personnel
in writing program directives. Although the field office staff obtain
useful information when they are members of an inspection team, the at-
titudes of the local staff toward the "inspector” are mot generally ones

that would encourage candid discussions of local problems.

It is therefore sugpested that the action officers who are responsi-
ble for the generation and writing of program policy should be required
to spend some time each year in visiting operating personnel offices.
These visits should not be formalized in terms of evaluating the local
program, but should be structured to permit free interchanpe of informa-
tion about problem areas. Visits of this kind are currently made to a
limited degree at certain convenient installations. The visits should
not be limited to the installations near scenic attractions and large
cities. Problems in communication in the “imy personnel system seem to

be more prevalent at some of the remote in-tallations.

Several informal news letter tvpes of written material, such as
News and Notes, are currently beinpg sent to the local offices. This
type of communication which provides the installation office with
general background information about personnel policles 1s considered
a valuable addition to the communication network. This communication

technique should be continued and perhaps expanded.

One of the problems mentioned in previous sections of the report
concerns ways in which the installation staff can be reinforced by the
headquarters staff for excellent performance. Most of the current

reinforcing mechanisms are avallable to the immediate supervisor, the
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Commanding Officer, to the evaluation tcams, and possibly to the command
staff office. The Office of Civilian Personnel has limited opportunity
to reward superior performance by a Civilian Personnel Officer except
through the inspection processes or through the Uireer Program. These
two reward systems cannot be used as frequently as would be desirable

to obtain positive attitudes toward OCP or to generally motivate the
local staff. Many of the direct contacts of the headquarters office
with local offices are occasioned by a mistake made at the local level.
There seem to be more ways in which headquarters can object to local

office actions than there are ways it can applaud installation programs.

Therefore, one of the barriers to effective communication within
this network appears to be the diffliculty of the policy penerating of-
fice to reinforce the individuals who must apply these policies. This
1s a particularly critical problem when the policy to be transmitted
requires action by the local office which does not directly improve the
local personnel program. One of the reasons that the local {installations
were positively oriented to the YOC program was that this program pro-
vided a direct, visihle service to the local communitv and to the in-
stallation. Thev were not as enthusfastic about the carcer re-repistration
program, since its effect upon the local civilian employees cannot be as

directly and immediately observed.

Additional mechanisms for reinforcing the local staffs by OCP are
not easy to specify, If the OCP staff recognizes this problem and if
they are encouraged to have more personal contacts with local offices
as has been previously suggested, there should be imprevement in this

aspect of the Army personnel program.

Suggested Research Areas

The principal problem in designing studies of communication effective-
ness involves the determination of criterfa for the measurement of effec~
tiveness. One possible criterion would invelve a measure of the clarity
of the message as viewed by the recipient who must respond. This criterion
i{s estimated to produce relatively small variation within the Army

civilian personnel setting, since in the casc study phase of the project
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few differences in understanding and interpretation of the sample messages
were discovered. Although dramatic instauces of particular importance
can be described by key OCP staff members, the absolute frequency of

important misunderstandings is estimated to be small.

Another problem in designing experiments within the Army communica-
tion system is the difficulty of transmitting different messapes to com—
parable installations. Since most written communications are transmitted
through specified channels, it would be difficult to send alternate
messages to two installations within the same channel without also trans-
mitting the information that this was an experimental procedure and that
the response to it would be evaluated intensively. The effect of knowing
that a message has peculiar importance to headquarters has been demonstrated

to affect the responses to the communication.

The classes of criteria that appear to hold most promise for the
experimental evaluation of the communications network include: (1) the
timeliness of the response; (2) the relevance and appropriatencss of the
response information; (3) the appropriateness of the plannirp to achieve %
the goals of the program; (4) the attitudes and enthusfasm déveloped at the
operating level for a new program; and (5) the operation of the program

itself. For particular communications only a selected number of criteria

could be applied in evaluating the basic communications.

The suggested method for transmitting different information to com-
parable installations for experimental purposes is to supplement informa-
tion selectively through informal communication channels to particular
operating offices. Although the technique was initially proposed for an
experiment during the first year's effort, a delay in authorization for

sending the basic communication required that this experiment be abandoned.

To illustrate the techniques proposed, this planned procedure is
described. The program to be used in this experiment concerned a change
in the pavment permitted military personnel for adopted sugpestions.
Evaluations of the differences in number of sugpestions obtained or
adopted as a function of communication supplements were to be made. The
planned supplementary procedures were aimed at the concept that nonroutine

expression of interest in a program by OCP staff is effective in stimulating
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interest and emphasis at an operating personnel office. Selected offfices
were to be sent a letter and other offices a telephone call expressing

such interest at OCP. Other offices, matched in terms of previous military
involvement in the sugpestion program, would not be contacted by either
letter or Eelephone. Variations in response to the new program by the
military and the operating office at these differentially informed bases

could be ascertained.

The usefulness and applicability of this kind of experimental study
depend upon the particular programs being instituted during a particular
time period. The subject matter of the communication to be systematically
supplemented is not as critical as the method of measuring the effect of

the supplementary techniques.

In the experimental phase of this project two different criterion
measuring techniques were used. Ratings by headquarters staff of a writ-
ten narrative paragraph from the field provided a useful measure of these
responses. However, there certainly can be a question raised as to the
relationship of the written narrative paragraph to other descriptive
measures of the installation program. The experiment concerning nomina-
tions to the training courses used the characteristics of the nominated
individuals as recorded in the career files as the criterion information.
Although significant differences were not found between the nominated
groups, the criterion did provide useful infermation for comparing the
groups. It is concluded that these kinds of experimental procedures
are feasible in this context to measure variation in effectiveness of

responses to communications.

In designing additional and more complex experimental work in the
. Army civilian personnel setting, it is important to attend to two separate
considerations. First, the study should be capable of generating peneral
principles for improving communication effectiveness. And second, the
subject matter context of the studv should he a part of an important and
representative personnel program. The next paragrapn fllustrates these

considerations by referring to aspects of the current project.

- A

1f the change in nominating procedures for training courses proves

,‘\,.

to be effective in enrolling better qualified personnel officers, then

oo
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OCP may want to increase the involvement of the command personnel staff
in supervising otﬁer selected personnel programs. Then a general prin-
ciple of communicating from headquarters to the installation would be
generated. However, 1f headquarters considers an improvement of quali-
fications of the nominees as a special case and, therefore, would not
consider using this change in operating procedures for other personnel
programs, then the subject matter of this experiment would not be appro-

priate for intensive research use.

Therefore, it is important for the research staff to plan additfonal
experiments in close conjunction with the administrative staff. The
initial year's effort was focused on defining the problems and illustrating
the feasibility of applying research methodology to the problems. The
next steps are to generate more crucial studies that can provide helpful

directions for change in communicatfon procedures.

Since the headquarters staff plays such an important part in the
selection of subject matter areas for further research, the following
brief descriptions of topics that could be used for additional research

efforts is considered neither final nor exhaustive of the possibilities.

Usefulness of Narrative Reports. In reading a variety of narrative

reports at installations, the project staff questions the usefulness of
much of the information included in narrative reports. Alternative ways
of collecting this kind of information included in narrative reports

could be devised and evaluated. Tor example, multiple response questions
directed at the key Information requirements might be attempted. Changes
in the procedures for summarizing and consolidating the reports could be
evaluated. It Is suggested that a study of information requirements and
the use of the information contained in various narrative reports could
assist in delineating the kinds of information most effectively collected
by narrative reporting requirements and the kinds of information that
should be obtained from other reporting procedures. It has been suggested
that one useful function served by the quarterly narrative report is to
provide the installation CPO with an opportunity to review his person-~
nel program with his commanding officer. Alternate ways of providing this
type of internal review of a program could be devised to evaluate the

importance of the narrative for this purpose.
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Attitudes of Careerists toward the Career Program. In discussing

problems of re-registration of careerists with personnel specialists,

a3 large number of questions concerning the actual working of the career
program were raised. A special study of the career management program
has been conducted recently by a task group within the Army. One of

the recommendations of this task group provides more autonomy to the
Functional Chief for the development of the program. A demonstration
project has been organized in the Controller Career Field. If varia-
tion in the administration of career flelds is instituted, and {f these
changes are communicated to registrants, the attitudes of the career-
ists toward the program will be of importance to the Functional Chief,
Ways of communicating information concerning the administration of the
career program will constitute a major problem. The study of selected
career fields in terms of attitudes toward the program and the influence
of information about the administrative procedures could develop prin-
ciples of communication which would be applicable to many other areas

of communication. It is suggested that this complex research area would
require utilization of measurements of current attitudes of careerists
in at least two different career fields. There could then be experimental
introduction of information for one group of careerists, while the

other group would not obtain such additional communication. The subse-
quent measurement of attitudes could provide criterion data for evaluating
the experimental program. . The feasibility of using this subject matter
for a research effort is partially dependent upon the revisions to this

program that are in the planning stage.

Use of Informal Communications. Directives frequently are sent to

operating civilian personnel offices asking for specific information.

The usefulness of this information for the receiving headquarters is not
always apparent to the field personnel. It {s suggested that specific
efforts could be made to evaluate the effect of providing background in-
formation such as the alternatives considered by headquarters or the ways
in which the data will be used. This could then be related to the time-
liness, quality and accuracy of feedback reports. The study of career

field management could be adapted within this framework.

In the visits to AMC installations the question of usefulness of

the Talent Bank f{nformation was invariably asked. When this question
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was posed to the AMC headquarters personnel staff, specific instances
were related where the Talent Bank information was used. The communica-
tion of this type of feedback information to the operating offices would

also provide a chance to evaluate changes in attitudes of field personnel.

There'is one principal advantage in evaluating by experimental
techniques changes made in communication procedures. When a message
describes a new program or new procedure, experimental evaluation of
the effects of the communication will provide information useful in
guiding the headquarters staff in communicating future changes. When
changes are made in communication procedures without systematically
evaluating the effects of these changes, improvements are unlikely
from year to year in communicating new programs. However, when sys-
tematic evaluations are made, predictions about the probable effect of
a communication technique can materfally assist in improving the ef-

fectiveness of communications.
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